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HENORANDMY POR THE HECORD
SUBJECT: Froposed Drgsaizational Concept for AJUATUER

1. [Eeed for Advance Flann’

{0y ' ¥iil probanly not be mounted from oversess bases until
February or March of 1956, some urgency attaches to the development of
firm plang for the organizetional strueture which will then be required,
This urgency derives most of all from the nesd to select well in advance
during the procurement phase the individuals who are to be assigned to the
more important positions that will be needed in the subsequent operational
phase. Horveover, the period when the aireraft ars being tested and pilots
are baing trained should be one in which the operatiomal organisstion itsclf
is tested prior to the commencement of activities overseas. TFinally, it
mst be emphasived that the working out of organizationsl details can be &
time consuming process even after the beale concept has been determined,
The purpose of this paper is; in the 1light of these considerations, to
outline & proposed crganizational concept.

nzt Although the earilest operations

2. Aes one Concerning the Scals and Technical Charscter of

us: 1Dere Sre GR0 CLTCUlBLAnces ¢lUher ol WHLCh BLINgLy, OF Both

U widsn In combination, will vltimately compel the suspension of operations,
nd which may do so long before even the hizher priority intelligence
targets have been covered. These are, first, the development of counter
moasures B0 effective as to rendsr overflight missions unacceptably hazard-
ous and, sscond, a political reaction Ly the enemy after his dlscovery that
overflights are belng conducted so threatening or carrying such mensce to
the pelitieal positlion of the United States as to result in a political
decision to halt overflizhts. The probability of one or the other or both
of these responses will Incresse with the passaje of time after operatioms
have commanced. Accordingly, it is asewmed in penersl that operations will
not be undertaleen until a considerable capability (in the form of both
aircraft and pilets) has besn accumilated and that once undertaken, missions
will be flowm with the greatest feaslible frequency at least until high
priceity targets have been covered. The following are a number of more
specific assumptions which depend in part on this oners

a8, Operations will be conducted fron twe to four rear bases,
at esach of which there will have to be provision for mintenance of
alreraft and of photographic and electronic equipuent, basing of
persomnel, flight planning and possihly oiher functioms, | |
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b, A% & rule, actual mispions will be flown from forward
staging bases, or elee reconnaissance aircraft will be towed or
carried by other sircraft and released close to the enewy s border,
Provizion will have to be made, thersfore, for the operational use
of suitable large cargoe aircraft and of other alrcraft gsapable of
towing or carrying the reconnaissance veblcle.

¢. Tt will be necessary to transport eveniually as many a8
#iftoen reconnaissance aircraft, together with siseable numbers of
personnel and considerable maintenance equipment from the ZI to rear
bases overseas. Norsover, different rear bases will be used at
dffarent times and there will probably be & net wovement of recons-
raissance alyeraft from certain bases to others {especially from west
1o east) in the course of mispions thal twaverse enemy territury from
one base to another. Accordingly, there will be a hesvy and continu~
ing requirement for alr tramsportation between bases.

3. 1e  In general, actual
is 13ttle possibilily, however, that these overflights will not sooner or
later be detscted by the enemy, although in the development of the aircraft
and in flight planning every effort will be made o maximize altitudes
within the enemy's radar frontier and thus to minimize detectlon. ot
only is it possible that specific misslons will =oocner or later be detected
tut, if and whem they sre, the emery will certainly be aware that they are
being conducted
Under these circumsiances, The ODETAGioOn BE & WLOLE Can DE CIRNUSHLINE
only in the sense that the U. 8. Jovernment wdll &bt i1 times be in &
pesition plavsibly to deny that it has undertaken ¢his activity, So long
as the only evidence that the emamy could adduce to support & charge
againet the U, 8, is a record of cbuervations of its own radar or visual
search installations, plausible denial will still bs femsible. Accordingly,
the two basic securily requiresents are:r

2R

&, Thal neither snemy agents nor unauthorised people in third
countries should acquire sny evidence which would indicate from what
bases misslons were being flown or which would demonstrate any kind
of official U. B. suppord, and,

b. That, in the event of the loss of an aireralt over enemy
territory, snemy authorities should be unabile to prove U. S, officisl
support for the operation.

Operations ‘ ract WHICH WilL condi 5 Brpant T ‘
o § opsration is thet three out of & possible five rear bases will be
in the territory of foreign nations whose soveralgnly has been recognizned
by the United States and thai any advanced staging bases likely to be
employed in Furcps or ip Southeast Asis will bve similarly situated, In the
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light of this fact, the following sre the political m‘z& other srrasgenents

nagumed o he norass i purtsd ey . -
o r&;;.h;;:z to be necessary in order o meintain the possibility of plansible
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Although arrangements on Lhese VBLLeT e e 1T v

an obvious bearing on organizationa) structure, Amaré% the folle g '
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assumptions bhave besi madet

8 airfrma, photographie reconnaissance equipment, and
slscironie egquipment, topgether with spares are belng procured and
finanged by the cm. (FE including especislly engines, spare parts
therefor, and certain standard photographic reconnaissance equipment
{whioh will be modifisd for use in this project) is being procured
Ty the iir Foroe,

be ‘The (IA will procure {or will reimburse for) specisiised
supplise such as pholographic film and slectronic tape. The CI4 is
slso iwmww specigliged fiald smintenance equipment from the
Eﬁppl ErBe

e ALY prissry mission pllots will be oivilians recruited
and esplayed by the CIi,

ds  Personnel for the msintenance of primary mission aircraft
and of photographic and slectronie squipment will be recruited and
trained Yy the supplierp. In the fleld, they will be contract
employess of the CIA.

#. Operationsl supportf#flf) aireralt required for towing or
earrying and for transporiation of personnel, equipment, and primary
- = wmmmstagmngmmwmmm
maintained hy the alr Force.

f.  Alr crews for such operational support aircreft and sny
mintenance personnel especially assigned to thew will be U, 8, 3ir
Forve personnel,

g The &ir Force will supply suppseling technical and logis-
tical sexrvices where 1% ¢an do a0 wors readily than the CIA im
accordance ﬂth detalled plane to be developed. o

’kutl E’k A%

he Responaibility for the psrmnrmt ai‘ uurmt non-gpecialized
supplies, notably fuel snd mintenancepesses ;
the Alr Force and the CI4 on the basis’of
The cogte of thase azzppliuw&ﬁbabamwwmwm‘

25X1 i. The CIA will secure and equip special laboratory fmcllities
in the 21 %o procegs all photographic film,
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T« _ Proposed Crgsnisationsl Conceptr | | 25X1
25X1
25X1 | | This would Involve

GiA units st ovarsesas bases parallelsd by supporting Alr Force unite and

in Yashington the centralipsbion of suthority over project activities within
the two sgencies in offices which would cooperate intimstely with one
another, iltermatively, the pattern could be varied to provide for a more
closely inteprated structure. This would be & joint task force with head~
gquarters in Washington and unite oversess; it would include all CIA and

Air Foree personrel assipgned to the project. Although there are considerw
eble thearsticml differences bLetween these two patterns, ihey would smount
o nearly the seame thing in prectice. The main positione to be filed will
be about the same whichever is adopted, There iam, therefore, no pressing
need Lo choose between thewm ab this time. 4 proposed strueture is outlined
balow on the basis of each sliernative. The tmo following conslderations
wiil apply to elthery

&+ Bince operations 8t the several hases will be closdly intopw
dependent (notably in the came of misslous shieh originate at one base
and terminaie at anotler), & considerable degree of contirol will have
to be malntained at 2 central project headquarisrs. This operationsl
necessity will be buttressed iy the need to rmintain close aud continuous
poliey control over the project by the senior polinymakers of ithis
Coverngent. Hoth considerations point to a central project headguarters
in “ashincton, This would in any csse be the logical location so far
ag the CIi Ip concerned., In the event that the concept [inally adopted
ie that of paralleling but not completely integrating CIA and 4ir Force
orgenizations, it will be sssertdal that the officer imsediately in
charge of Alr Porce participation be stailoned in Washington and that
he have adequate sulhority to deal Jdirectly with the €IA (and with other
Governmant sgencies) on the nproject,

he In the interest both of operationsl efficlency and of effective
comtrol of overdlight setivities, lines of command ahould run directly
from the joint, or the two paralleling, mojeet headquarters in Fashinge
ton 1o operational mnits In the fleld. It will proswmbly be necessary
%0 establish llaison with thester cemmanders but the activities here
contemplated are peaceiime clandestine intelligence gathering operations
which are not subject to theater commanders' direction and control, and
the considerations of policy involved extend far beyond the scope of,
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and have 1ittle relevance to, &y single thester. #Apart froms
lisigon relationship with thealer cummanders, security considerstlons
will probebly forbid the use of established command chammels in either
the CTA or ihe Aly Foree., It will be necessary o limit to only ome
or iwo selected individuals within each organization unit from which
{he project draws support, inowledge of its nalure and purpose.

ate, Paralleliny Orpaunlzations:
cept, thers will bs & project argenisaiion within CIA 0 which
POz~ 411 be assigned; and there will presumably be a Special Activities
Group established in the Alr Force, either within one of the operational
comaands or reporting direcily to the air staff, to conduct, or as appro-

iate to srrange faor, all Alr Force activiiies on the project. Speclalised
personnel in such fields as aeromedical and meteorclogy who can best be
furnished by the Alr Porce for service both in the 2T and at oversessg bases
can elther be assigned to the CIA for the duratian of the project and serve
in the CIk project organizstion or be assigned to the Alr Fores Special
Activities Croup and werk in cocoperation with parallel (IL units,

o .‘zim:'_a with Se

&, The CIA orgsnization will coneiet of a project headquarters
in Washington together with Initislly two and lster three Alr Sections
$n the fisld, each assizned to a particular resr bsse. The organisation
will ha 48 own T/0 spart from the operating divisions at CIA head-
The line of command will
A8 Special Alr Sections| | 25X 1

25X1

25X1 |

{1} The project headquartere will have general control
aver the project and will be responsible specifllieally for
continuing liaison with other departments, for the clearance
as appropriate of operational plans, for the direction of
continuing CIA procurement and recruitazsnt, and, In cenjunction
with the Air Force, for opsrabions) plamning. The headquarters
will have three major sections:

Operations, will perform its major fumctions jolotly with
the hesdguarters of the Alr Porce Special Activities Group,
with the equivalent section of which it will comstitule a
Joint planning group. It will bave responsibility for opera~
tional plamming, weather, intelligence, targets, and medical,
The senior (4 officer will sleo be responsible {outside of
the Jeint Fanuing Oroup) for personnel funciions with respect
to civilian pilots.

#ateriel , including demign and development, procurensnt,
and Tegal and financial functions with respect to procuresent.

NOOTTR o oy e oy ey vy
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Administration, Including organisationel planning, sesurity,
fiscal procedures, personnsl functions with respect to all regular
CI4 personnsl and civillian econtract maintenance employees, and
Headquarters to rear base commmications,

{2} Each CIA Air Section will be organised in two principel
sectlons, oparations and administration. The Operations Officer,
who will also serve ag jeners) depuly to the Chial of The Secilon,
#ill have responsibility for clivilian air crews for primary miss*&m
alreralt, operatimmal comemnications, and, jointly with the Alr
Force Upeclal ¥light, mission planning and inbellidigence, The
sateriel and Adwinistration Oflcer will be vesponsible for the
BRIntenance or § v mission alrerafl; securlty, cemmunications
{¥essags Center), CIA financlal m;tiﬁtim, and, jolntly with the
iir Force wgmc:m}. Flight, supply.

be The Speclal Activities Group in charge of Alr Force particim
pation will presumably have s hesdquariers in Washinglon and will
include indtially two and later three Specinl Flighte, one assigned to
sach overseas bape ab which a CIL 3ir Sectien im located. A1) Alr Porce
personnel on the project will be assigned %o the Special Activities Oroup.

{1) The headgquarters of the Specisl sctivities (roup will
ba responsible for all &ir Force activities dn support of AQUATONHE.
It wiil give direction to the Flights siabioned 2l overscas VLages
in the performance of the funetions listed below, Its raln task,
howeovar, will probelly be to arrangs for support {rom a number of
sther Alr Fores componente in the ZX. Bpecilically, it will have
to provide for combimuing Adr Force procurement, ilr Force logistical
support for both Alr Force and CIA units at overscas busez, the
assigwent of ilr Foree persounel to the Special :mtiﬂtiw Group
as required, and any comitinuing Alr Force developmental activities.
The headgaseters of the Specizl Activities froup will also have
Imporiant lialson functlons with obher parts of the Jovernsent,
It will collaborate with the CIA project headguarters in opera=
tional and organizsticosl planning., The Specisl Activities Group
lssdrpuarters night wmell have three sectlons corresponding %o those
in the €Iz Projeet Headguarisvs., The Ope am@na Section would
consist of either the Chief or the Uepity (ol
aperational plannin: group and those mambers uf the sroup to be
contributed by the Alr Force, probably including a metecrologist
and intelligence officer. The Haterlel Sectlion wi:ht be limited
to one or two officers concerned Witk the remaining development
and procurenent activities, The Amw&t&m Ssctim would be
responsible for fiscal procedurss, per ane
regpect to all Alr Fores personnel and atm appropriate mt&viﬁw.

{(2) Eash Alr Foroe Special Flight will man and saintain the
operational cargo aircraft required at esch base, It may be m»;mmd

RN e e e e
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o furnish other kinds of support in the fisld and will be the
channel through which the CIA Air Section obtains logistical
support and such supporting services zs weather inforsation
from the Air Force. Each Bpecisl Flight might be organiszed in
& sanner parsllel to the OI& Adr Section in 4he two principal

porations and Administration. The former will be

regponsible Torce aly crems for vparational eargs air-
eraft, and, jointly with the CIA Air Section, for wission planning
and intelllgence. The Administration Secticn will be responsible
for the maintenance of dpersilonal cargo sireraft, adjutant
activities, 4ir Force aduinistrative and flraneisl mmtters,
housskeeping for both the Specisl Flight and the CIs Alr Section,
and, Jointly with the CIA Alr Section, for HUPPIY «

c. The (X4 project headquarters and the headquarters of the
Alr Force Speclal Activities Gwoup in Washington could be housed
together., Thay should, in any avent, cooperate closely so ss to
provide unified direction of all pheses of the project. For planning
purposes, appropriate individuals in the two units will form a joimt
plamming group, In the fleld, too, sertain activities will have to be
performed jointly. Tbe Opsrations Section of each CTA Adr Section and
dlr Force Specinl Flight would in fact have to establish a mission
plaaning group mads up of the two operations officers and including
perhape & weather officer from the Special Flight and an intelligence
officer from the Alr Seetion, On the administrative side, Joint sction
would similarly be required on supply metiers,

d.  Detailed supply and lopistic provedurss will be developed
?Wd. In gensral, howover, they should be along the following
sy

{1} ZEach CIA air Section will requisition directly on the
CIi Project Headguarters for suppliss, personnel, and services to
be procured Yy ihe (TA. This Section will, however, reguisition
on the Alr Yorce through the Flight sssigned to the same (ield
detachment for 4ir Pores procured equipment, specialissd personnel
and services including transportation, -

{2) Eseh Air Farce Fiight will follow ususl iir Force
procedures and Alr Porce chaymsle in arranging for its owmn support
and in obtaining Air Porce procured items requisitioned by the CIA
Alr Section in the Tield,

{3} Procurement and recruitment by sither the CTA or the
&ir Force for the purpose of this project other than that under
talien in response to requisitions from the field will prosumably
be inttiated by the CIA Project Headguarters and the hesdquarters
of the Special Actlvities Group, respectively, They can arrange
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betwoen them {as at present) for procurenent to be performed
ty one ageney for the account of the other. The distrilailon
of tobtal costs between the (T and the Alr Force and tbe appro-
priate reimhosenent by one fo the sther %o sendeve that
distribution w111 be arranged by the iwo headqueriers on the
bagls of whatever rulse are agreed.

Integrated Orpanisation: Under this
two and later thres Detachzments overseas, one stabioned at each actlve base.
The joint organization will be staffed in part with CIA personnsl { Including
Alr Porce officers on assignment to the CTA) and in part with Alr Force
rergonnel on active duty with the Alr Force., It will presumably be necessary
for the Air Force to conatitute s Specisl fctiviiies roup ae a wnii to which
all Alr Foree project persennel can be assigned, but this unit will have no
separate organization and will in fact be merely a designation for Alr Force
personnsl serving in the joint orgsnisalisn. In general, the Punctions of
the project headguarters and the detachments in the field will be sinply a
conbination of those already listed for the parsileling uniis that, under

the slternative concept, would make up the iwo non~integrated orpanisations.

&. The joint headquarters will control all project sctivitles
and will be respousible specifically for continuing liaison with other
departments, for the olearance sz appropriate of operational plans,
for the direction of continuing procurement, vecruitment and developuent,
snd for sperationa) planning, It will have three major sectionay

{1} wrations, including operational planning, weather,
intelligence, medical, operaticnal communications and personnel
functions with respect to civilian pilots,

{2) ¥uasberiel, including design and devalopment, procurement,
and legal SRT Tiancial functions with respect to procurement,

{3) sdministration, including organisational plenning,
security, Tiscal pmcaﬁ” es, personnal fubctions with respect o
a1l regular CIi and Alr Foarce perscnnel and civilian eontract
maintenance employess, and beadquariers-to-detachment comemn o
Pilong.,

b, Eseh Pleld detachment will be organimed in roughly parallel
fashion with an officer in charge, a general deputy who could also be
operations officer, and & third senior officer in charge of adminietra~
tion and matoriel, The Operations 0fficer will be in charge of air
crews, mission planning, weath Hoal (specialised), intelligence
and tarpets, and cowmunicabtions fomm‘biaml%? The Materiel and
Admindstration Officer will be in chargs of malnienance, BUpplY ,
commnloations (Hessage Center), persomel, security, adjutant activitles,
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{inance, and housekesping as needed,

¢ce With a Joint organization, it should still bs possible
for each Detachment to requisition locally from Air Farce installa-
tions for items available in the field, Presumably, requisitions for
&1l items %o be supplied from the ZI would be drawn on the joint
project headquarters which would arrange for procurement (or supply)
by CIA or the Air Force am appropriate.

de Financlal procedures would have to be developed. Probably
the pay of personnel and virtually all other disbursements would be
rmade by elther the CIA or the Air Force, although smgll joint cash
accounts might be useful for certain loeal expenses overseas, There
could, however, be cenitraliszed accounting for expenditures made on
project account by both agencles so as to permit proper budgetary
control and distribution of costs on whatever basisz is agread.

10, Phasing: Development, procurement, recruitment, and training
for AQUATORE are proceeding satisfactorily at the present time with no

formal organigation in the Alr Force and none in the CIA other than a
centralization of respensibility for project activities, Although some
similar centralisation of responsibility will very scon be needed in the
Air Force, it is probably unnecessary to establish separate project organiza-
tions with their own T/0s (or a joint project organization with its own T/0)
for several more months. The timing of this step will be determined largely
by the desirability of bringing into the project well before tests start in
August 1955 most of the individuals who will occupy senior positions when

the organization is fully eetablished. On the other hand, an organigation
built along the lines of either of the two alternative concepts outlined
above will not need to be fully staffed with three (or more) detachments

in being for about elghteen months, that is, until at least twelve recon-
naissance aircraft are operational (in addition to any held in the 2T for
testing, training or modification.) Within these limits, the following
tentative phasing is proposed:

a, Centralization of responsibility within the Alr Forece by
1 April 1955,

b, Activation of CIA and Air Force Headquarters units, or of
a Joint Headqusrters unit, with defintticns of functions of head—
qug.gters sectlons and assignment of specific individusls by 1 May
19,} -

¢« Completlon of organizatiomal plans for overseas detachments,
selection and assignment of three senior officers for each of the
first two detachments by 1 July 1955,

ds  Majority of personnel of first two detachments to be recruited,
assembled and trained at test site by 1 December 1955,
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&. First detachment to be activated 25X1
25X1 [ |1 Februaxy 1956 with operations to begln I March I950.

f. The second detachment to be activaled overseas 1 April
1956, to begln operations 1 May 1956,

g. The third detachment to be activated overseas by 1 August
1956, to begin operations 1 September 1956,
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